Many kindergartens have been affected by declining birthrates, and it has become difficult for them to recruit students. Due to the consideration of costs and benefits, some have had to lay off teachers to maintain operational benefits. This study focused on the types of layoff decisions made by kindergarten operators, as well as which types of layoff decisions would better benefit kindergarten competitiveness and effectiveness. Using the decision model by Husted and Allen (2008) as the foundation, this study divided layoff decisions into the ability approach, the public good approach, and the care approach, as well as in-group favoritism decisions, based on a literature review. On one hand, it analyzed the differences between various types of kindergartens in making layoff decisions, and on the other hand it explored the effect of different layoff decisions on kindergarten competitiveness and effectiveness. This study extracted 205 managers of kindergartens from the 23 cities and counties of Taiwan for questionnaire surveys. The research results showed that the layoff decisions of kindergarten principals in Taiwan were generally inclined toward the ability approach and public good decisions, while in-group favoritism decisions were less often used. Different types of kindergartens also showed differences in terms of layoff decisions; in-group favoritism decision was used more often in privately operated kindergartens than in religious/ charitable kindergartens. In addition, kindergartens established by religious/charitable organizations were more likely to use care approach decisions, while kindergartens affiliated with schools were more likely to use ability approach decisions; however, the post-hoc comparisons were not significant. In addition, in-group favoritism decisions also had a negative effect on the kindergarten competitiveness and management effectiveness, but ability approach decisions had a positive effect on both of them. Care approach decisions could benefit management effectiveness but they had no significant effect on elevating competitiveness.
Introduction
Many private kindergartens have been affected by declining birthrates, and they have had to gradually cut the number of classes, the number of teachers, or even end operations. According to data from the Ministry of Education's Department of Statistics (2012) , from 2007 to 2011, a total of 840 classes was cut, and the number of teachers decreased by 2859. In addition, 109 private kindergartens closed during 2010-2011. The data highlight that private kindergartens are facing serious challenges, and that it is necessary to lay off teachers in order to decrease the human resource costs. This problem has also occurred in other countries. The American school system has faced it over the last 20 years, and American schools have also laid off teachers (Guthrie & Datta, 2008) . Thus, researchers are concerned with how managers should decide when it is necessary to lay off teachers.
According to the decision model by Husted and Allen (2008) , when individuals face dilemmas, they may make ethical decisions and non-ethical decisions. The former refers to using justice principles to make decisions, or to using caring approaches to make decisions. The latter refers to not using ethics to make decisions, for instance, using personal preferences to make decisions. Kindergarten layoffs are a dilemma. Should the principals be concerned about the future of the organization and lay off teachers who have worse abilities and performances in order to maintain organizational benefits (New Teacher Project, 2010) , or should they be concerned with caring for their teachers and keep the ones who have a greater financial need for their teaching salaries (Sisco & Yu, 2010) ? Principals could use personal preferences and make decisions based on in-group favoritism; keeping in-group members while laying off the out-group (Varma & DeNisi, 1996) . Husted and Allen's (2008) ethical decision-making model includes justice ethics (including the ability approach and the public good approach), care ethics (the care approach), and consideration of personal factors (in-group favoritism approach), and as such, it was suitable to be used as the theoretical framework of this study. This study divided layoff decisions into the four types of the ability approach, the public good approach, the care approach, and in-group favoritism, in order to explore the layoff decisions made by kindergarten principals.
One of the main purposes of this study was to understand which types of layoff decisions were more often used by kindergarten principals. There are many types of private kindergartens. Some are established by religious or charitable groups, some are privately operated, some are franchised, and others are affiliated with schools. These kindergartens, with their different characteristics, may differ when they make layoff decisions. For instance, kindergartens established by religious or charitable groups are guided by religious ideals, and may therefore be inclined to use the care approach to make decisions and keep the teachers who need the salary to help their families, while privately-operated kindergartens may be inclined to make decisions based on in-group favoritism to keep the in-group members (Sidanius, Pratto, & Rabinowitz, 1994) . Thus, the second primary objective of this study was to explore whether layoff decisions would differ based on the different types of kindergartens. In addition, even though past studies have shown that layoffs or restructuring may have negative effects on organizational competitiveness and performance (Guthrie, & Datta, 2008) , and many studies have pointed out that layoffs may affect employee work effectiveness (Manela, 2010) , since layoffs are still used by many corporations and kindergartens to cope with a shrinking market, it is necessary to research layoff decisions. This study further explored which types of layoff decisions had a positive effect on kindergarten effectiveness and competitiveness, as well as which types had a negative effect, in order to provide a reference to kindergarten operators. A national survey sample was employed in this study, in order to achieve these research goals.
Literature Review

Theoretical Foundations in Layoff Decisions
Recently, many researchers have become concerned about whether corporate or school administrative decisions conform to moral ethics (Groves, Vance, & Paik, 2008; Payne & Joyner, 2006; Schweitzer & Gibson, 2008) . Relevant studies have shown that when people feel administrative decisions are fair and conform to ethical norms, they will feel psychologically satisfied (Hegtvedt & Killian, 1999; Ordonez, Connolly, & Coughlan, 2000) . However, when they feel the decisions violate fairness and ethics, they will be angry, sad, and desire revenge (Schweitzer & Gibson, 2008) , and this will to an increase in truancy, theft, and the intentional destruction of public property (Schweitzer & Gibson, 2008) . In companies, organizational competitiveness and effectiveness will be damaged if layoffs cause employee dissatisfaction or a desire to want revenge, engage in truancy, or damage public property.
Ethical decision-making refers to the need for guidance by standards or principles as a basis for decisions when faced with a conflict of interest, so that an individual's rights can reach a reasonable state (Rest, 1986) . In Japan, people see employee guarantees as the most important ethics concept in a corporation (Nyaw & Ng, 1994) ; therefore, when corporations need to make layoffs, it has to be carried out in an ethical way.
The study by Husted and Allen (2008) highlighted how L. K. Trevino's use of Kohlberg's ethical cognitive development theory to construct an ethical decision making model; however, it cannot cover all situations, because this model does not consider the relationship between individuals and in-group members. Kohlberg only focused on using justice to determine moral development, which is a narrow perspective. The addition of Gilligan's ethical cognition development, using relationship as the basis, would make ethical decisions more complete.
In the model by Husted and Allen (2008) , the first step is to make a determination; if it is an ethical dilemma, there should be an ethical determination. This ethical determination includes the assertion by Kohlberg (justice ethics based on rational determination) and the assertion by Gilligan (care ethics based on relationships). During the ethical determination process, personal factors and contextual factors will also influence the decision makers, who will then use their ethical determinations to decide on their actions, which may be ethical or unethical. Regardless of using justice ethics or care ethics as the main consideration for decision-making, both are ethical. However, if personal likes (such as in-group favoritism) rather than ethical norms are the primary consideration, then the decision-making may not be ethical.
The above decision-making models are primarily used to explain ethical decision-making behavior in organizations and behaviors that are not ethical decision-making. In the exploration of the kinds of layoff decisions made by principals and those in charge of kindergartens, this study considered that the decision model by Husted and Allen (2008) could cover both Kohlberg's justice ethics and Gilligan's care ethics, and that it could provide a more comprehensive theoretical framework for study. Thus, the research design used Husted and Allen's (2008) decision model to serve as the theoretical basis for this study and to develop the research framework.
Justice Approach and Care Approach in Layoff Decisions
Kohlberg's justice ethics and Gilligan's care ethics use different angles to express ethical perspectives and consciousness (Brabeck, 1993 ). Kohlberg's justice ethics emphasizes the abiding principle of justice without bias (Brabeck, 1993) . However, Gilligan's care ethics is concerned with relationships and emotions, emphasizing care and not causing harm to others as the highest principle. She believed that ethical dilemmas are inherently based on the destruction of harmony and interpersonal relationships, while the obligation of ethical decisionmaking needs to respect the dignity and value of each person in the development of sympathy (Brabeck, 1993) .
In terms of the current managerial problems faced by the early education workplace, when kindergartens need to maintain operational benefits, the principal or director will lay off teachers. Based on the view of justice ethics, teachers with less ability should be laid off (the ability approach), and unsuited teachers should be the first to be laid off for the public good (the public good approach), while teachers who are most helpful for organizational development should be kept; this layoff decision better conforms to justice ethics. However, on the care level, if it is known that laying off a teacher would result in difficulties for his whole family, or would make it difficult for him to live, the person responsible may consider the situations of individual teachers and choose to lay off someone who will be less affected by unemployment. This conforms to a care ethics decision (the care approach). Thus, in general, layoffs are conducted with greater concern for public good and abilities, or with the care approach. Past studies have shown that Chinese companies are more concerned with care approach layoffs, while American companies are more concerned with public good and abilities (Sisco & Yu, 2010) .
Basically, most organizations can use performance and ability as the basis for layoffs, in either the ability approach or public good approach. However, American school organizations also have the potential rule of last-haired first-fired (New Teacher Project, 2010) , which means if someone has worked longer in an organization they will have better relationships. New employees will be laid off first, while senior employees with good relationships will be less likely to be fired. This type of layoff decision falls in the care approach category.
In-Group Favoritism in Layoff Decisions
According to past studies, the assumption that leaders will treat employees fairly rarely stands up to challenges in real organizations; when directors evaluate the performance of subordinates, many are influenced by the effect of interpersonal affect, leading to different scores for the in-group and out-group (Varma & DeNisi, 1996) . Subordinates who are closer to the leaders (the in-group members) will have higher scores, which shows that when leaders evaluate the performance of their subordinates there will be disparate treatment or in-group favoritism.
In organizations, leaders will divide employees into ingroups and out-groups. The categorization standards for these groups are not only based on familial relationships, but also include compatibility, competence, and loyalty (Graen & Cashman, 1975; Graen, 1976) . Past studies have shown that individuals will give special benefits to in-group members, including special care and protection, leading to unfairness (Sidanius, Pratto, & Rabinowitz, 1994) . Based on the effect of in-group favoritism, this study suggested that when kindergarten principals make layoff decisions, they might favor in-group members, especially in privately operated kindergartens, where emotional factors are more likely to cause in-group favoritism.
Institutional Factors That Affect Layoff Decisions
Past studies have shown that different types of institutions will also affect ethical decision-making (Sisco & Yu, 2010) . Some Taiwanese private kindergartens have been established by religious or charitable groups, some by private families, some are affiliated with school institutions, and others are large franchise kindergartens. Even though institutional characteristics will also affect ethical decision-making, currently there is no empirical data to show what kinds of layoff decisions these kindergartens are inclined toward; this study hoped to further explore this area. Thus, H1 is proposed as follows:
H1: Different types of kindergartens show significant differences in layoff decisions.
Correlations among Layoff Decisions, Effectiveness, and Competitiveness
During cost-benefit analyses, many managers choose to lay off employees to decrease human resources costs, in the hope that layoffs will allow the organization to survive or continue development. However, after employees are laid off, their work psychology may be affected, resulting in lowered effectiveness (Manela, 2010) , which in turn adversely impacts the overall effectiveness of the organization. For instance, Guthrie & Datta (2008) pointed out that cutting labor or laying off employees has a negative correlation to organizational profitability or the elevation of organizational assets (r = −.29), and that organizational profitability or the elevation of organizational assets reflects organizational effectiveness and competitiveness. Thus, this study argued that layoff decisions could affect organizational effectiveness or competitiveness.
At the same time, the choice of layoff decisions also implicates the ethical issue of how to lay off employees; should senior employees or young and capable employees be kept? Even though the study by Donald, Hamilton, Susanna, & James (2011) pointed out that layoff decisions must consider teacher effectiveness to construct fair and just layoff decisions, when many American schools face layoffs, they still use the method of last-hired first-fired, which may cause younger teachers with better effectiveness to be laid off (New Teacher Project, 2010) . Thus, decisions based on the relationship approach may harm effectiveness or competitiveness. The principle of last-hired first-fired implicitly contains a relationship approach decision; the longer one works in an organization, the better the relationship. Their rights will receive more attention and it will be less likely for them to be laid off. This may also accentuate how decisions based on the relationship approach may affect school effectiveness or competitiveness. In other words, different layoff decisions may affect kindergarten effectiveness and competitiveness in different ways. This study also focused on exploring which types of layoff decisions benefit effectiveness and competitiveness. Thus, H2 is proposed as follows:
H2: Different layoff decisions have different influences on kindergarten competitiveness and effectiveness.
Research Method
Research Structure
This study was based on the decision model of Husted and Allen (2008) . Layoff decisions were divided into four types: the ability approach, the public good approach, the care approach, and in-group favoritism, in order to explore kindergarten principals' layoff decisions. In addition, this study analyzed whether there were significant differences between institutions of different types (privately operated, established by religious or charitable groups, large franchises, affiliated with schools) in making layoff decisions. The research framework is shown in Figure 1 . H1 explored and analyzed whether there were significant differences in layoff decisions for different types of kindergartens, and H2 explored and analyzed the influences of different layoff decisions on kindergarten competitiveness and effectiveness (as shown in Figure 1 ).
Research Subjects and Sampling
The subjects of this study were directors of private kindergartens in Taiwan. According to statistical data, there were a total of 1755 private kindergartens in Taiwan (Ministry of Education Department of Statistics, 2008b) . This study used the 1:3 ratio for sampling, with a target sample number of 300. In order to make the research sample representative, stratified random sampling was conducted. First, the cities and counties of Taiwan were divided into north/central/south/east, and then the number of kindergartens in each region was used to determine the number of samples to be extracted. After extracting the kindergartens, they were contacted by phone to understand who had hiring and firing power. Usually this was the person in charge or the principal. These individuals were then contacted and mailed questionnaires for testing after receiving consent. A total of 205 valid questionnaires were retrieved, including 66 from the north (32.3%), 36 from the central region (17.5%), 82 from the south (39.9%), and 21 from the east (10.2%).
Research Tool and Measurement
The research tool used was the Questionnaire on Layoff Decisions in Private Kindergartens in Taiwan. The compilation process first underwent expert content validity analysis by four kindergarten principals and two university principals, who provided suggestions for improvement to establish expert validity. 1) Layoff decision questionnaire This questionnaire referred to items in the Elementary School Principals' Ethical Decision Making Questionnaire compiled by Su (2007) , which was revised in accordance to the purposes of this study. It included decisions based on the ability approach, the public good approach, and the care approach. The section on in-group favoritism decisions referred to items from the In-Group Relationship Questionnaire compiled by Lin (1999) that related to giving special privileges for design. There were two to five items for each of these four approaches, for a total of 14 items. Each question was measured using a Likert 5-point scale. Principal component factoring was used to extract the common factors, and only factors with an eigenvalue (λ) greater than 1 were chosen (Joseph, Rolph, & Ronald, 1987) . Oblique rotations were used to derive the four factors, which had reliability coefficients of .64 -.96 and construct validity of .53 -.95, indicating that the questionnaire had reliability and validity (as shown in Table 1) .
2) Kindergarten effectiveness questionnaire There were a total of 12 items in this questionnaire, the content of which was based on items from the study by Jiang (2000). Each question was measured using a Likert 5-point scale. Principal component factoring was used to extract common factors from the 12 items, and only factors with an eigen value (λ) greater than 1 were chosen (Joseph et al., 1987) . Oblique rotations were used to derive three factors, which included instructional quality, group morale, and goal achievement, which had reliability coefficients of .78 -.86 and construct validity of .53 -.92, indicating that the questionnaire had reliability and validity (as shown in Table 2 ).
3) Kindergarten competitiveness questionnaire The kindergarten competitiveness questionnaire referred to the conceptual definitions in the studies by Garg and Jain (2008) , Patten and Ricks (2000) , Porter (1980) , and West et al. (2004) , and there were a total of 19 items. Factor analysis resulted in five factors, including the perception of competitiveness, the quality of flexible service, evaluation performance, student performance, and a low rate of problem students, which had reliability coefficients of .73 -.87 and construct validity of .53 -.93; thus, the questionnaire had good reliability and validity (as shown in Table 3 ).
Data Analysis
Data analysis in this study was primarily based on variance analysis and OLS regression analysis. Variance analysis was used to examine whether different types of kindergartens differed in their layoff decisions. Post-hoc comparisons were conducted. Regression analysis was used to explore the influence of different layoff decisions on kindergarten competitiveness and effectiveness.
Research Results and Discussions
This study first examined the main approaches used in kindergarten layoff decisions, as well as differences in the layoff decisions at different types of kindergartens. Seen from the means of individual items on layoff decisions, the mean for in-group favoritism was 1.52 points, that for the ability approach was 4.15 points, that for the care approach was 3.38 points, and that for the public good was 4.25 points. This indicated that kindergarten principals in Taiwan believed their layoff decisions were still mostly based on the ability approach or the public good approach. The means for the items on these two approaches were over four points (as shown in Table 4 ), indicating that each answer either conformed or highly conformed. As for whether layoff decisions used the care approach or were based on concern for the individual conditions of teachers, the answers from the principals showed a medium degree of care approach, with scores ranging between three and four points, which indicated that the answers were between partially conforming and conforming. This result showed slight differences from the research results by Sisco & Yu (2010) , who pointed out that Taiwan and Mainland China both have Chinese societies, and that Chinese companies are more concerned with care approach layoffs. However, this study, using Taiwanese kindergarten principals as the subjects, found that there were greater inclinations toward using the ability approach and the public good approach in making layoff decisions. There were two possible reasons for this. The first was that kindergartens are already facing operational crises, and only ability approachbased layoffs can promote kindergarten survival. The second reason was that there are a number of differences between Chinese and Taiwanese social culture; Taiwan is more democratic and modern, while Chinese rural villages have not fully transformed and still have significant effects from interpersonal relationships. In addition, the mean of the items about in-group favoritism was 1.52 points, indicating that each question fell between not conforming and not conforming at all (as shown in Table 4 ), which showed that kindergarten principals considered decisions based on in-group favoritism less frequently. This research result differed from many past research findings, such as Sidanius, Pratto, & Rabinowitz (1994) , who pointed out that important individuals in organizations will give special privileges to in-group members and special care, resulting in bias. However, kindergarten principals rarely apply this kind of in-group favoritism on layoff decisions; perhaps because they believe that only keeping able teachers can achieve the goal of continued organizational survival.
Variance analysis of the data in this study showed that different types of kindergartens exhibited some differences in their layoff decisions. This result further supported the finding by Sisco & Yu (2010) , who stated that institutional characteristics will affect ethical decision-making. The results of variance analysis showed that differences in layoff decisions at different kindergartens were primarily based on the three decision types of in-group favoritism, the ability approach, and the care approach, and that the public good approach did not show significant differences (F = 1.380, p > .05). In terms of decisions based on in-group favoritism layoff, privately operated kindergartens had the highest means, and religious and charitable kindergartens had the lowest means. The post-hoc comparison showed a significant difference (p < .05), indicating that pri- vately operated kindergartens were more biased toward the teachers who were close to and trusted by the principals than were religious and charitable kindergartens (religious and charitable kindergartens were less biased). In terms of decisions based on the ability approach, kindergartens affiliated with schools had the highest means, and privately operated kindergartens have the lowest means, and there were significant differences (p < .05). Although the post-hoc comparison did not show a significant difference among different types of kindergartens, this information showed that kindergartens affiliated with schools were more concerned with layoff decisions based on the ability approach than were other types of kindergartens. In other words, when laying off teachers, they would consider the teachers' abilities, qualifications, and performance. In decisions based on the care approach, kindergartens established by religious and charitable groups had the highest mean, and large franchise kindergartens had the lowest mean, and the difference was significant (p < .05). Although the post-hoc comparison did not show significant differences among the different types of kindergartens, this data indicated that religious and charitable kindergartens placed greater emphasis on layoff decisions based on the care approach than other kindergartens, which showed that they were more concerned with caring about the special situations of teachers (as shown in Table 4 ). The other point of exploration in this study was how different layoff decisions would affect kindergarten competitiveness and effectiveness. Even though the past study by Guthrie & Datta (2008) pointed out that there are negative correlations between labor cuts or layoffs and organizational profitability and an increase in organizational assets (r = −.29), and other studies have pointed out that layoffs may affect employee effectiveness (Manela, 2010) , these studies have not been able to further explain which layoff decisions harm competitiveness and effectiveness. Regression analysis of the data in this study showed that having more decisions based on in-group favoritism would be harmful for kindergarten competitiveness (Beta = −.20, p < .05) and kindergarten effectiveness (Beta = −.20, p < .05), and that having more decisions based on the ability approach would have a greater benefit for kindergarten competitiveness (Beta = .19, p < .05) and kindergarten effectiveness (Beta = .15, p < .05). However, decisions based on the care approach would benefit kindergarten effectiveness (Beta = .21, p < .05) but not kindergarten competitiveness. As for layoff decisions based on the public good approach, the kindergartens did not show major differences and there were no significant effects (as in Table 5 ). Thus, results of this study more concretely pointed out the value of making decisions using the ability approach in kindergarten competitiveness and effectiveness. At the same time, it explained that decisions based on in-group favoritism would harm kindergarten competitiveness and effectiveness.
Conclusions and Suggestions
This study was concerned with the necessity for human resources to be restructured or laid off in kindergartens for cost considerations, in the face of falling birth rates and fewer students. This study hoped to explore which layoff decisions could benefit kindergarten effectiveness and competitiveness, as well as which decisions would negatively effect on effectiveness and competitiveness, when kindergartens were forced to make layoff decisions. At the same time, this study hoped to explore whether there were differences between the layoff decisions in different types of schools. It was found that when Taiwanese kindergarten principals made layoff decisions, they would be inclined toward using the ability approach and public good decisions, and that they would less often use in-group favoritism decisions. They made decisions based on the care approach to a medium degree. However, there were still some differences when comparing different types of kindergartens. In terms of decisions based on in-group favoritism, privately-operated kindergartens had more such considerations than other kindergartens. Decisions based on the care approach received more emphasis at kindergartens established by religious/charitable organizations than at other kindergartens, and decisions based on the ability approach were more often used by kindergartens affiliated with schools than by other kindergartens. In addition, this study investigated which layoff decisions would benefit kindergarten effectiveness and competitiveness. The research results showed that decisions based on in-group favoritism harmed kindergarten competitiveness and operational effectiveness, while decisions using the ability approach positively affected competitiveness and effectiveness. Although care approach decisions could benefit operational effectiveness, they did not significantly enhance competitiveness. Past studies have warned that layoffs may have negative influences on employee effectiveness. When it is necessary to lay off employees, this study more concretely pointed out the importance of using the ability approach to maintain kindergarten competitiveness and effectiveness. At the same time, it explained that decisions based on in-group favoritism were not good for kindergarten competitiveness and effectiveness. As for the decisions based on the care approach, which are emphasized by Chinese society and organizations, this study found that they could benefit operational effectiveness, but that they did not have a significant effect on elevating competitiveness. This highlighted that if kindergartens wish to emphasize the elevation of competitiveness so that they can continue to exist in an environment of intense competition, kindergarten layoffs should use the ability approach as the highest guiding principle. Ingroup favoritism should not be used at all, as it will have a negative influence on elevating competitiveness; even decisions based on the care approach should not be used, because these do not benefit competitiveness. However, if the goal of a kindergarten is only to enhance effectiveness, then decisions based on the ability approach and the care approach can be used. Finally, this study suggested that privately-operated kindergartens should be concerned with the problem of higher levels of in-group favoritism. Even though both privately-operated kindergartens and religious and charitable kindergartens have low instances of decisions based on in-group favoritism, both types are private kindergartens, and in the intensely competitive early education market, any tiny difference may result in serious problems. Privately-operated kindergartens are prone to a greater number of decisions based on in-group favoritism, and they need to be careful with this issue.
In future research, it is suggested that the teachers' perspective can be used to consider kindergarten layoff decisions; perhaps this will lead to different results. Further, this study found that decisions based on the public good had no significant effect on kindergarten competitiveness and effectiveness. It is possible that all of the kindergartens had high average scores for decisions based on the public good and that they were therefore unable to demonstrate a difference. The other possibility is that there were relatively fewer items about public good decisions, which may have affected the influence on competitiveness and effectiveness. Subsequent research and development can make modifications on this point. This study looks forward to research results from other countries on this issue, as well as international comparative studies, which could be used to understand differences in national cultures in regards to kindergarten layoff decisions.
